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Editor’s Note / Dave Ulrich 


Guest Editor’s Note: Leadership Transitions—Current Issues, 
Future Directions / Katherine W. Farquhar 


I. Leadership Transitions: Impact on the Inner Organization 


Managing Predecessors’ Shadows in Executive Transitions / 
Thomas North Gilmore and Don Ronchi 


In this article, the metaphor of a “shadow” cast by a predecessor is 
used to describe the process whereby memories of a former leader 
play a dominant role in shaping current behavior in the organiza- 
tion. A case is analyzed in which a burdensome shadow impeded a 
new leader's efforts to take charge of a state agency. Counter- 
projective group techniques helped the new leader and his staff lift 
the shadow and form a more productive working relationship. 


Communication in a Power Vacuum: Sense-Making and Enactment 
during Crisis-Induced Departures / Kathryn T. Theus 


Unanticipated departures of CEOs place demands upon interim 
leaders. From the literature a model is derived that illustrates prob- 
lems of sense-making, enactment, communication, and organiza- 
tional learning faced by these leaders and their internal and exter- 
nal stakeholders. A case, which focuses on the sudden resignation 
of the president of American University for making obscene phone 
calls to an area day-care worker, is used to illustrate the model. 
Comparisons are made in the corporate world, and alternatives 
are suggested for improvements in communication and interim 
leadership. 
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Not Just Understudies: The Dynamics of Short-Term Leadership / 
Katherine W. Farquhar 


Contrary to the stereotype that the period between CEOs is a 
hiatus, interim and acting executives serve during an important 
strategic window. A model is presented to illustrate the dynamics 
of short-term leadership including the precipitating circumstances 
for the temporary administration, the tasks of short-term leader- 
ship, and the moderating factors seen to affect the selection and 
success of the next chief executive. Researchers and practitioners 
are urged to consider more carefully the potential that a well- 
managed interregnum has to repair damage from a traumatic de- 
parture, to buffer between administrations, and to prepare the 
organization to accept and work with new leadership. 


II. Leadership Transitions: Implications for Career Development 


Unplanned Executive Transitions and the Dance of the Subiden- 
tities / Douglas T. Hall 


This is a study of a non-routine transition in an academic setting. 
After studying the processes of executive succession, succession 
planning, and executive development for many years, the author 
found himself serving as Acting Dean of a school of management 
following the sudden resignation of the dean. This paper is an 
account of the author’s personal journey through that process, 
using subidentity theory as a way of understanding the experi- 
ence. Implications for future research are identified, and recom- 
mendations for practice are offered. 


Linking Management Selection and Development through Stretch As- 
signments / Cynthia D. McCauley, Lorrina ]. Eastman, and Patricia J. 
Ohlott 


This article provides a framework and suggests strategies for incor- 
porating management development considerations into selection 
processes. Components of developmental jobs which were derived 
from studies of on-the-job learning are described first. How vari- 
ous managerial jobs differ in terms of developmental components 
and learning outcomes is illustrated with data from the Develop- 
mental Challenge Profile. Next, how the developmental challenge 
framework can be used in a selection context to assess the type and 
degree of “stretch” a job candidate might experience in an assign- 
ment is examined, and additional issues to consider in providing 
developmental assignments are discussed. 
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In Search of a Kingdom: Determinants of Subsequent Career Out- 
comes for Chief Executives Who Are Fired / Andrew Ward, Jeffrey A. 
Sonnenfeld, and John R. Kimberly 


Research on forced Chief Executive Officer succession has focused 
on determinants of exit, impact on the organization, or implica- 
tions for the incoming CEO. Generally unexamined is what hap- 
pens to the ousted CEO. Using a sample of 60 forced exits from the 
Business Week 1141 from 1988-1992, this study seeks to identify 
factors which influence the career outcomes for the ousted CEO. 
The study found that age matters and that the reason for the CEO’s 
exit had a significant impact on the likelihood of subsequently 
assuming either an active or an advisory role. 


III. Leadership Transitions from the Strategic Perspective 


Four Ways to Choose a CEO: Crown Heir, Horse Race, Coup d’Etat, 
and Comprehensive Search / Stewart D. Friedman and Paul Olk 


This article presents a conceptual framework that identifies four 
kinds of CEO succession processes, distinguished according to 
two key factors: political dynamics (Who rules?) and the candi- 
date search (Are preferences known in advance?). The authors’ 
main point is that the response of organizational stakeholders to 
CEO successions—(a) whether the process is perceived as fair, 
(b) whether the chosen successor is seen as good for an organiza- 
tion’s future, and (c) the extent of disruption attending the leader- 
ship change—reflects how the politics and the search are managed 
and that this response can affect a new CEO’s capacity for exercis- 
ing effective leadership. 


Executives and Shareholders: A Shift in the Relationship / Albert A. 
Cannella, Jr. 


The author suggests that a shift has developed in the ongoing 
relationship between executives and shareholders with share- 
holders gaining more power over executives. The power shift has 
been driven by institutional investors and hostile takeovers and is 
visible in changing patterns of succession. More executives are 
being dismissed for poor performance and are being dismissed 
more quickly following the onset of poor performance. Two poten- 
tial negative outcomes are a decreased willingness of executives 
to undertake risky strategies and a decreased ability of executives 
to build long-term, trusting relationships with stakeholders, even 
when these actions would be beneficial to shareholders. 


Executive Succession as an Antecedent to Corporate Restruc- 
turing / Margarethe F. Wiersema 


One of the most visible adjustments in company strategies in re- 
cent years was the dramatic increase in the level of corporate 


| 
| 


restructuring activity that took place during the 1980s. Strategic 
decisions that result in the realignment of firms with their environ- 
ments are likely to be influenced by the composition of the top 
management team. This study found that firms experiencing non- 
routine executive succession events within the management team 
subsequently underwent more restructuring activity than did 
firms without non-routine executive turnover. These findings sug- 
gest that unexpected executive turnovers can significantly alter 
managerial perspectives within top teams and may thus provide 
an important mechanism by which firms adapt to their competitive 
environments. 


Human Resource Management in Action 


Trends in Executive Transition: A Conversation with John Isaacson / 
Interviewed by Barbara W. Altman 


Book Review 


Credibility—How Leaders Gain and Lose It, Why People Demand It, by 
James B. Kouzes and Barry Z. Posner / Reviewed by Philip H. 
Mirvis 
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Issue 2, Summer 1995 
227 Editor’s Note / Dave Ulrich 


229 A Model and Process for Redesigning the HRM Role, Compe- 
tencies, and Work in a Major Multi-National Corporation / 
Gregory C. Kesler 


This article presents a model and a detailed process for redesigning 
the human resources function by contracting with line executives 
for new roles and by upgrading the competencies of the human 
resource management staff while reengineering the HR delivery 
systems. The experience of a large, successful company that de- 
veloped and implemented the process is described. 


How Strategic Is HRM? / Kathryn Martell and Stephen J. Carroll 


This study of 115 subsidiaries of Fortune 500 companies indicates 
that a majority had integrated HRM and strategic planning sys- 
tems within their organizations. The authors found that HRM is- 
sues were explicitly discussed in strategic plans; HRM executives 
were involved in the planning process as “strategic partners”; and 
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HRM was generally recognized as playing an important role in 
implementing business strategies. Discussion and implications of 
the findings are presented. 


Reexamining Professional Certification in Human Resource Man- 
agement / Carolyn Wiley 


Certification issues in human resource management are explored. 
Certification is distinguished from accreditation and licensure; 
information is presented on certification practices, policies, and 
standards for four major certifying organizations; benefits and 
drawbacks of certification at the individual, company, and profes- 
sional levels are examined; and the importance of continued re- 
search on the topic is encouraged. 


Response to “Reexamining Professional Certification in Human 
Resource Management,” by Carolyn Wiley / Robert A. Levit 


The author feels that certification should remain a personal devel- 
opmental choice, not a professional requirement. Four key issues, 
two that are technical and two that are philosophical, which shape 
the view of certification are presented. 


Response to “Reexamining Professional Certification in Human 
Resource Management,” by Carolyn Wiley / Warren R. Wilhelm 


Because there is not yet enough agreement on what constitutes a 
fully competent human resource professional, this author also 
does not favor a system of formal certification at this time. He 
states, however, that at such time as agreement among both HR 
professionals and line management is possible, he will favor estab- 
lishment of rigorous and measurable professional certification 
standards. A model is presented of what might be a complete 
human resource management professional for the foreseeable 
future. 


From Ideas to Action: Creating a Learning Organization / 
Calhoun W. Wick and Lu Stanton Leén 


Emphasizing the pragmatic rather than the abstract, the authors 
offer a solid strategy for creating a learning organization. Their 
extensive research suggests that at least five elements are essential 
for companies to become learning organizations. These elements, 
which are discussed, provide a formula for creating a learning 
organization. The authors feel that by closely examining each ele- 
ment within that formula, managers can measure and increase the 
rate of learning within their organizations. 
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Human Resource Management Innovations: Determinants of Their 
Adoption and Implementation / Richard A. Wolfe 


The purpose of this article is to contribute to the understanding 
of human resource management innovations (HRMI) and thus to 
assist managers in making more informed decisions regarding 
their adoption and implementation. This article (1) describes and 
defines HRMI, (2) reviews three studies of HRMI implementation, 
(3) develops a model of HRMI implementation, and (4) discusses 
research and practical implications of the HRMI model. 


Book Review 


Managing Information Strategically, by McGee and Prusak / Reviewed 
by Donald J. McCubbrey 
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343 


Editor’s Note / Dave Ulrich 


Coming Unstuck? in Search of the “Corporate Glue” in an Interna- 
tional Professional Service Firm / Anthony Ferner, Paul Edwards, 
and Keith Sisson 


Much has been made of “networks” and corporate “culture” as 
sources of cohesion in increasingly loosely structured international 
firms, but how strong is the “corporate glue”? Using a case study 
of human resource management in an international accounting 
firm, this article shows that growth and internationalization may 
themselves weaken the corporate glue, just as the need for g!obal 
integration of activities increases. The resulting stresses lead to a 
greater emphasis on formal bureaucratic structures and processes, 
further calling into question the role of traditional culture. Alterna- 
tive strategies for managing these tensions are proposed. 


How Deficiencies in Motivation to Manage Contribute to the United 
States’ Competitiveness Problem (and What Can Be Done about It) / 
John B. Miner, Bahman Ebrahimi, and Jeffrey M. Wachtel 


Data are presented to support the argument that motivation to 
manage is a major cause of managerial effectiveness, which de- 
clined sharply in the college population during the activism of the 
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1960s and early 1970s and is now severely lacking in the United 
States relative to many other countries. Thus United States’ com- 
petitiveness problems appear to be motivational in nature. Possible 
solutions are discussed, including recruiting and selecting for man- 
agerial motivation, increasing motivation to manage using training 
and development techniques, and changing organizational de- 
signs (telescoping the scalar chain, moving managerial tasks into 
non-managerial positions, resorting to professional forms, and ex- 
panding venture structures). 


Resource Link: Re-Establishing the Employment Relationship in 
an Era of Downsizing / Thomas D. Sugalski, Louis S. Manzo, and 
Jim L. Meadows 


This article examines AT&T's efforts to deal with force manage- 
ment issues by developing Resource Link, an internal service unit 
that uses payroll management employees to help meet the variable 
work force needs of AT&T. Resource Link is discussed in terms 
of its contributions to increasing employment stability, improved 
learning, better governance, and helping to renew the psychologi- 
cal contract between employees and employers. The article calls 
for future research in four major areas. It also addresses the poten- 
tial applicability of this type of program to other firms. 


Willingness to Relocate Internationally / Jeanne M. Brett and 
Linda K. Stroh 


This study uses a sample of 405 managers from twenty Fortune 500 
multinational corporations and their spouses to document the 
availability of American managers for international assignments. 
Aside from their spouses’ feelings about international relocation, 
managers willingness to relocate internationally was also pre- 
dicted by their own attitudes about moving in general and their 
willingness to relocate domestically. Implications for human re- 
source policy suggest that corporations must focus increasingly on 
human resource policies targeted toward the spouse. Results sug- 
gest that monitoring managers’ intentions to relocate will enhance 
the organization’s ability to adequately staff international sites 
with experienced managers. 


Performance Management in a Changing Context: Monsanto Pioneers 
a Competency-Based, Developmental Approach / Thomas W. 
Jones 


Because performance management systems fail in today’s lean eco- 
nomic climate, the Monsanto Company developed the Performance 
Enhancement Process (PEP) to manage the context in which perfor- 
mance occurs, rather than the performance itself. PEP serves as a 
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catalyst for organizational clarity and creates a tangible link between 
human resources and business. By implementing PEP, Monsanto 
decided to shift its emphasis from performance management to 
employee development, simplifying goal setting and transforming 
the supervisor's role from evaluator to coach. To gauge PEP’s effec- 
tiveness, the Company initiated a system of 360-degree feedback to 
monitor progress and to ensure continuous development. 


Executive Forum 


Strengthening Executive Decision Making / David J. McLaughlin 


Book Review 


Winning the Service Game, by Benjamin Schneider and David E. 
Bowen / Reviewed by Dale G. Lake 


Although decisions determine corporate fates, executives don’t al- 
ways know how to make the best choices. The author examines 
today’s dissatisfaction with corporate decision making, reviews 
how it can deteriorate as the pace of change increases, and offers 
five comprehensive strategies for improving the decision making 
process. 
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471 Editor’s Note / Dave Ulrich 


473 Human Resource Competencies: An Empirical Assessment / 
Dave Ulrich, Wayne Brockbank, Arthur K. Yeung, and Dale G. Lake 


With data from 12,689 associates of human resource (HR) profes- 
sionals in 1500 businesses in 109 firms, this research represents an 
extensive assessment of HR competencies. It extends current HR 
theory and practice in two ways. First, it proposes specific com- 
petencies HR professionals may demonstrate to add value to a 
business. Second, it offers an empirical assessment of how these 
competencies affect the performance of HR professionals as per- 
ceived by their associates. The results indicate that when HR 
professionals demonstrate competencies in business knowledge, 
delivery of HR, and management of change, then HR professionals 
are perceived by their associates as more effective. 
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Which Executive Human Resource Management Practices for 
the Top Management Team Are Associated with Higher Firm 
Performance? / Kathryn Martell and Stephen J. Carroll 


There is growing awareness of the importance and role of the top 
management team (TMT). Little is known about how this group of 
executives should be treated from a human resource management 
(HRM) perspective since most research and writing on human 
resource management practices have focused on lower level per- 
sonnel. A unique study of top management teams in specific firms 
affiliated with Fortune 500 companies is described. It examines 
the relationship of 18 Executive Human Resource Management 
(EHRM) practices to a measure of organizational performance. A 
number of these measures were found to be associated with higher 
firm performance. 


The Impact of Children on Women Managers’ Career Behavior and 
Organizational Commitment / Karen Korabik and Hazel M. Rosin 


Having children has been assumed to reduce women’s organiza- 
tional commitment and involvement in their work and to increase 
their likelihood of turnover. This assumption was examined by 
comparing 169 women MBAs who had children with 191 who did 
not on the basis of their responses to a survey. After controlling for 
differences in age, experiences, and work status, results showed 
no differences in met expectations, turnover intentions, commit- 
ment, satisfaction, job characteristics or perceptions of progress. 
Women with children, however, scored lower on job involvement 
and reported fewer work hours. While parenting demands may 
affect these variables, they may not necessarily affect work-related 
attitudes, professional attainment, attachment to the job, or com- 
mitment to the organization. 


Developing Leadership Capabilities of Global Corporations: A 
Comparative Study in Eight Nations / Arthur K. Yeung and 
Douglas A. Ready 


Changing competitive dynamics are influencing the leadership 
capability requirements of global corporations. More than 1,200 
managers from ten major global corporations in eight countries 
responded to an international survey on the core capabilities re- 
quired for competitiveness. While the results highlighted six lead- 
ership capabilities that are globally valued, a comparative analysis 
of the data shows that culture affects the relative importance given 
to a leadership capability requirement. The article also investigates 
the most effective methods for developing each of the core leader- 
ship capabilities. Implications for HR professionals are suggested 
as they devise strategies for leadership development. 
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Integrating Individual Development and Global Business Strategy / 
Kent W. Seibert, Douglas T. Hall, and Kathy E. Kram 


The global business environment of the 1990s provides both chal- 
lenge and opportunity to human resource development to become 
an integral player in helping implement business strategy. The 
results of two best practice studies suggest that some leading firms 
such as 3M and Motorola are doing just that. At these companies 
current strategic business issues are the drivers of flexible and 
opportunistic executive development activities. Naturally occur- 
ring on-the-job experiences are consciously utilized in such a way 
that helping executives to develop becomes an integral part of 
conducting business. The implications of linking executive devel- 
opment to business strategy for practice and for future research are 
discussed. 


Executive Forum 


Creating Market Conditions for the Delivery of Health Care: 
The Cincinnati Experience / Thomas E. Murphy 


Dramatic developments in Cincinnati gave Kroger new and power- 
ful tools to evaluate health care coverage for its employees. Be- 
ginning in 1991, market competitiveness, operating costs, and 


scientifically relevant and statistically demonstrated measures of 
quality and clinical outcomes of the various health care providers 
formed a far more rational basis on which to purchase health care. 
The author shares the evolution of the fundamental changes that 
occurred as Kroger and its partners became better educated as 
medical consumers and payers. 


Book Review 


Reingineering Management, by James Champy / Reviewed by 
Dale G. Lake 
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